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198t< NEGOTIATIONS OBJECTTVFS 



♦ • * 



% REDUCE LABOR COST PER CAR 



I INCREASE QUALITY OF WORK FORCE 



•- 



i 



^ CONTAIN LABOR 
COST PER HOUR 



III. 



ENHANCE 
ABILITY TO 
SOURCE 
COMPETI- 
TIVELY, 
BOTH 

INTERNALLY 
AND EX- 
TERNALLY 



,^^ 



iL^ 



II. REDUCE HOURS 
PER CAR 



lY. CONTINUE TO 
SHIFT THE 
UNION/ 
MANAGEMENT 
RELATION- 
SHIP TO A 
JOINT PROB- 
LEM SOLVING 
PROCESS 



js.il. 



V. ENHANCE INDI-^ 
VI DUAL ACCOUNT- 
ABILITY AND 
COMMITMENT 



(• 
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ORJECTIVE I 



CONTAIN 
HOUR . 



LABOR COST PER 



« 



STRATEGIES : 

1 SHIFT FORMS OF COMPENSATION TO^GAIN 
SHAP NG-^IXPAND PROFIT SHARING '^IN :^ 
LIEUOFRETURNING-^AIF^AND^ADDITl^^^ 
WAGE/COLA INCREASES."*" SEEK SOLUTIONS 
IN 'THE ELIMINATION OF COLA AND AIF . ■ 

7 REDUCE THE ANNUAL RATE OF INCREASE 
' IN BENEFIT COSTS. 

THE HOURLY EMPLOYES. 
u CONTAIN PAY FOR TIME NOT WORKED. 



(% 
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fiB.lFCTIVE 11 : REDUCE HOURS PER CAR, 



m 



STRATEGIES: 



1. 



2. 



3. 



4. 



AfTTVFl Y SUPPORT LOCAL CHANGES IN 
WORK^RACTICES AND SENIORITY BUMPING 
■PROCEDIJRES'-THAT INCREASE PRODUC- 
TIVITY." - 



ppn\7TnF~FOR^M0RE EFFECTIVE UTILIZA- 
jIoTJf :Ek I LLED TRADES WORK , FORCE. 

FURTHER IMPLEMENTATION OF NEW TECH- 
NOLOGY OR MANUFACTURING PROCESSES 
THAT NCREASE PRODUCTIVITY, REDUCE 
costs: OR IMPROVE QUALITY. 

•DISCONffNUE THE 'piLO'f EMPLOYMENT 

GUARANTEE.- 



(% 
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OBJECTIVFin. ENHANCE ABILITY TO 
■ SOURCE COMPETITIVELY, 

BOTH INTERNALLY AND EX- 
TERNALLY. 



# 



STRATEGIES ; 

1 RETAiN "THE 'CURRENT PROCEDURES RE- 
^' CARDING -OUTSOURCING DECISIONS AND 

PURSUE FAIR IMPLEMENTATION BY 

MANAGEMENT. 



2. 



3. 



avnin'TNFR"lNGFMENT-OF -MANAGEMENT'S 
R IBHT 4o ipFFCT -I NTERNAL SOURCI NG 
JFCISIONS.' 

FACILITATF COMPRTITIVP APPROACH TO 
SUBCONTRACTING. 



d 
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OBJFCTIVE IV; 



CONTINUE TO SHIFT THE 

UNION/MANAGEMENT RELA- 
TIONSHIP TOWARD A JOINT 
PROBLEM-SOLVING PROCESS, 



9- 



m 



STRATEGIES : 

1. INCREASE THE 
GRAM. 



tJ. 



'JOINTNESS- OF OWL PRO- 



2. STRFNGTHFN THE NATIONAL AND LOCAL ^ 
JOINT COUNCILS FOR JOB SECURITY AND 
THE COMPETITIVE EDGE. 

3. INITIATE JOir PRORLFM-SOLVING 
ACTIVITIES AT THF INTERNATIONAL AND 
LOCAL LEVELS. 



AT LOCAL LFVFL, RPPLACF THF THRFF- 
YEAR CYCLE OF FORMAL BARGAINING WITH 
CONTINUING PROBLEM-SOLVING PROCESS 
("LIVING AGREEMENT"). 
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OBJECTIVE V: 



ENHANCE INDIVIDUAL AC- 
COUNTABILITY AND COMMIT- 
MENT, 



• 



1. ACHIEVE GREATER IMPACT FROM USE OF 
THE TRAINING FUND. 

2. SHIFT THE FOCUS OF TRAINING SUPPORT 
TO UPGRADING THE SKILLS OF THE 
ACTIVE WOR< FORCE. 

3. CONTINUE AND/OR STRENGTHEN THE AB- 
SENTEEISM PROGRAM.. 

4. ACTIVELY SUPPORT THE ADOPTION OF 
"PAY FOR KNOWLEDGE" SYSTEf^S. 

5. OBTAIN UNION SUPPORT FOR f^ORF RAPID 
DIFFUSION OF STATISTICAL PROCESS 
CONTROL BY THE HOURLY EMPLOYES. 



(% 
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A« ^ur*"mi»sioD statement indicates, our approach to ' 
connnunications will be two-fold —' efforts' initiated by 
management and efforts initiated jointly with the unions, and Jim 
• pj-yce will be the person most responsible for the latter on my 
conmittee. This might include things such as jointly developed 
films. And Jim told me last week he already has developed such a 
film on the absenteeism program. (Call on Jim Pryce for 
comment.) 'I'm sure we will be looking seriously at many other 
things we can do together to increase the acceptability and 
credibility of our messages to ernoloyes. What we, of course, 
have to remember here is that whatever we do has to be a 'win- 
win- situation for us and the union, or it won't work. 
(• some of the forces that will be working against us . . . and 
thisTs"Ihe"ratioIaTe"for our image management program ... 

include the following: 

■The-lipfoving economy/ our higher sales and earnings and 
other-; positive factors that obviously strengthen the 

union's position.' , , ^u^ 

'■■'■-■-■ v..^^ , . .„. ,_„_i of cai's profits will fuel the 

. The anticipated high level oz \jn f 



memberships' drive for 



•Restore and More in 



84' 



(% 



(• 



Real and imagined threats to job security that were 



evident in 1982 wi 



11 be less evident next year as 



increasing numbers of employes are called baclc from 
indefinite layoff. At the beginning of March, 19B2, we 
had something like 143,000 on layoff and we were well on 
our way to the high-water mark of 172,000 layoffs last 
have called bacJc nearly 70,0 00 people 



winter. But we 

from layoff so far this year and we expect that number to 

rise to 90,000 by early next year, leaving fewer than 

40,000 still on layoff. 
Th.r. «e . nu^er of other l«u« th.. h.v, the P=t«ti.l 
., exacer^tin, .he u^icn .e^e.ship's »iUtan=v. the .i,.a.ty of 
..e union's position and the unreasonableness of barga.n.n, 

'*™°'"'°" . . „. I thinlc YOU will agree' that 

profitability, for instance. f_thi'^\y .,(,„„ere 

» .» .11 sure their sacrifices were 
-^" =^ '- -Proves are not at '^^J/ ^^-^-^^-^„-„,--,,., ..ere 
worthwhile and really necessary. Ther. ^^^^^^^^^ , 

really has been -equality of sacrifice. They 

..ether- =«•. profit, have been used to increase ou ^^^^_ 
cc^-etitiveness.and thereby their iob .ecurity. There 

. j« h.^n\c to normal ana ^^ 
spread perception that business is baclc to 

afford if so Why not -Kestore and More in 6 ^^ 

or,^*ker yesterday told us why not, 
ilmost every speaker yestc j 



to us to sp 



re 



ad that message in a c 



onvincing way. 



(% 



Executive 
made'public next year just a s 



bonuses could be another issue. When 



hort time before 



negoti 



they 
tion 



are 



the amounts probably 



begin I 

what employes think., 



■ill have a signi 



ficant iinpact 



on 
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P€r---ainploye profit-sharing amounts probably will b« ^ 
con«id«red "puny" compared to executive bonuses, so they will 
want^Bore on top of profit-sharing. The amount of executive 
bonuses versus the amount -sacrificed by hourly workers and what 
they got for it surely will be compared unfavorably and^ will 
impact the union's position. 

We will be working very hard to counter-act that very real 
possibility^ hopefully before it becomes a major flap. 

There are a number of other event-driven and date-driven 
things that will ... or could ... influence the union, its 
membership, the media and the general public. These are just a 
/m few of the things that will or might happen and have a bearing on 
the negotiations climate: 

The 1983 earnings report 
Any plant closings between now and then 
Special year-end dividends for stockholders 
Outsourcing 

Whipsawing between plants to get lower costs 
More joint venture atnnouncements 

Our position on the voluntary import restraints, and what 
has been described as GH*s "Japanese strategy-" 
• Any other issues that have a bearing on worker job 
I security and income. 
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So these are the things we're looking at as we move forward. 
In addition to doing things that are pro-active, we are going to 
have to be vigilant as hell to maJce sure we don't do something 

stupid and shoot our feet off. 

In response to my call for help from the Divisional Advisory 
Group, I have received several memos as to what you in the 
divisions feel the major issues are that should be addressed 
before the 1984 negotiations get underway. Without trying to put 
them in priority order at this point, these were most frequently 

mentioned: 

We need to "do a better job of making employes understand 
our problems are not over and that the issue is not how 
jnuch money GM is making but rather how much money GM 
ieedVfor ."the business.' I noticed this was pret-ty high 
on Alex Cunningham's list, too. 
, Cost-competitiveness is still required, especially in 
component divisions, even in light of GM's 1983 earnings 
and profits, and GM must still discharge its financial 
obligation for the $40 billion investment. 



(• 
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In other words, employes need to understand that a 
couple'^of billion dollars in profits is nothing compared 
to the $9 or $10 billion we're spending on facilities, 
HoweverV Don Ephlin, you'll recall gave us some idea of 
just how receptive employes will be to that )cind of 
message. ' 

Health care cost containment is a must. We're spending 
about $2.2 billion on health care delivery this year and 
the cost will double in about five years if nothing is 
dene about it. 

We need to emphasize that all GM employes will share in a 
portion of GM's profits through the new profit-sharing 
plan, and that the best avenue for future wage increases 
is profit-sharing. 
ether things I'm hearing include these items: 
. Doing something to further improve our absenteeism 

problem. . .which is still a problem despite the good gains 
we have made since 1982. 
. Getting at the problems associated with the cost, 

increased mobility of the workforce and need to confine 
bumping under the GIS program. 
. Getting greater product quality in addition to increasing 
our cost-competitiveness. 



(% 
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to those I might add that we'll have to do soae serious 
thinking on how to get the message across that executive bonuses 
are earned and not some special privilege. 

I suppose I could go on, but you get the idea of what we're 
looking at. And if you have other ideas, please call me because 
we need your input both on what we have to do and how we're going- 
to get at it ... especially in terms of what you need for the 
first-line supervisors and what form it ought to take and in what 
way it should be delivered. You'll recall that Ed Czapor talked 
yestertSay about our dismal record on communicating with our 
employes and the importance of involving first-line supervisors 
to improve that record. So we intend to so something about that. 

My-initial-thinking"has been that a lot of this could be 
•accomp'lish^ ~through -facts books" and position papers;... such 

'as Qne/^oba^PPei >a3-S^v°£^-t.g.g-r'-'" ,/ :" . 1 .n ... . ja -^ 
"''^d^^^^^S I'll be asking other people to develop other 

position papers, 

Gil waechter and I have had some preliminary discussxons on 
a -facts book- of some type that would give us a lot of the 
necessary information to tell J^r_ story £nside and _out^^^^ 
with all o-fus~using the- same- facts and figures. 
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INFLUENCING UAW LEADERSHTP 



ACTION ; • 

NEED : • 



PROYIDE^ OPPORTUNITIES FOR UNION-MANAGEMENT DIALOGUE 
AND JOINT PROBLEM SOLVING 

FOR UNION TO UNDERSTAND THE COMPETITIVE CHALLENGE 

FOR MANAGEMENT TO UNDERSTAND CONCERNS OF UNION AND 
HOURLY RANK-AND-FILE 

TO SHARE SUCCESSFUL JOINT PROBLEM-SOLVING EXPERIENCES 



iPanPR!^HIP TIERS ; 



<^ 



«;pprTFlC IDEAS; 



BIEBER 
.EPHLIN 
"GM DEPARTMENT- ^.^^ 

:[|lMDlS'Tf InD shop CHAIR^N 
^^"^^- CONTINUE ONE-ON-ONE BRIEFINGS 

- -EDUCATE-UNIONXEADERSHIP ON PROFIT 
'SHARING-'--" " '" 



• UAW NATIONALBARGAINING COMMITTEE 
,....-_ «J0INT^INF0RMATI0N WORKSHOKb 

- ^JOINT'OFFtSITE on AUTO INDUS I kt in 

- ilHaAS^^^^^^^ ON BARGAINING 

• ^^V^iS^ ^SfsON OF U.S. AND JAPANESE 
FACILITIES 



• 
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INFLUENCING UAW LEADERSHIP 



t In the area of Influencing UAW leadership, we plan to undertake action to 
provide opportunities for Union-Management dialogue and joint problem 
solving, 

• There Is a r\ee<i: 

• For the Union to understand the competitive challenge, 

- For Management to understand the concerns of Union and hourly 
rank-and-file, and 

- To share successful joint problem-solving experiences, 

• There are a number of leadership tiers that we must worry about: 

- Bieber 
. Ephlin 

- GM Department 

- UAW Technical Staff 

- Regional Directors 

- National Bargaining Cormittee 

- Local Presidents and Shop Chairmen 



(!♦ 



Actions to ^'nf3~uence the-UAW.win.be .concentrated on three levels: .Ephlin, 
■Jhe SatliSrr^^^^^ Con«,ittee. and XegionaV and local UAW leaders. Son,e 

of thVldeas being "considered or being Implemented include. 

• Dial OQues 'with EohHn . ^_ -ri-wk-ncu- 

. Continuation of the one-.on-one briefings of Ephl 1n .by ,A5W ,. 

.-A°slHiKT'^oneronr?nV''^esTlons:for Ephlin to exchange views with key 

-■"mSibersStlnanagefnent . ^,- 




f^eglonalS"^Srcounai rdrTpro t ^shari ng 




■The-1ntenr wouia oe to pru»iuc « w«....... -■■■-■^ rnntpxt and a 

opportunlty^or^dialogue ^n a P^^'lem-solvlng context and a ^ 
focusSn^-the^^us-iness^needs^as a ^reference point for. future ,. 

. I?j??l^l^a;i-ent5^^.s^^ 

80 • s^^-1 d ^'e:^chedul ed r^The Ob j ect i ves ^fJ„S%J°t^,v mutual 

focuTo^^rrgalnlhrto^"^"'"* ^f ^"'ror!^. *^PrSen?at1ons by 
1nter«st-in-1mprov1ng'^he bargaining process. P/J^J^Wihe -^> 

achievTngHhe-mutual 'Objectives r^- 
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POTENTIAL MAHACEMEHT ?ROPOSAI.S 

FOR. lARCET OPERAllOHS | 






• FRFJ-ZE a EXISTIIC COMPENSATION LEVELS.* 


1 


m 


• MODIFICATION TO SELECTED NEW WAGE AND/OR BENEHT 


1 




PROVISIONS Or^EKWISE PROVIDED K TEE 1984 NATIONAL 


1 


•::.*:„• ^.- -t ■. .'■»- 


ACRZEHENT. 




• TIMZ-LACCED INTRODUCTION OF SELELiUJ KTW ECOKOKIC | 


1 


• 


PROVISIONS. 

. ^FZDUCEO- RIRINc"rATES' AND JECT^^^.'^^-.^^ 
'•^PRbviSIONTTOR J«W_ DG^ 

. :-cdN^-CTUAL -MODIFICATION TO.PKOVIDE FOR LOCAL 
•!^PROVAL*0F ^>?ACE 'ACREEMENTS^'- 




1 \ ■: ' \\' 


. ^SUBCONTRACTING OF _SERVICT WORK' 


1 


::^:' ' 


; 


1 


it- 


• 1 

r 


1 


^Br?^' 


• 


1 
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DILEMMA I: HOW LARGE WILL THE 
FUTURE WORK FORCE BE? 



U.S. HOURLY EMPLOYMENT FORECASTS: 
PRODUCTIVITY INCREASE COMPARISONS 



600000 



650000 . 



L -— — .-"T". -"^- ■ irrs .-i^-:- - 



500000 
^•^0000 



^°°^^^ 1 Actual 
36000o'- 



300000 



250000 



ld78 

Employznent 
Lerel » 



83-1 Forecast 
(2-3X Productmtj; 





A|tgreg«tva 

Prodnctivity 

(8.6X) 



2/83 8/63 2/8^ 8/ W zJ^n^ST^^^^^^ 
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STUDY COf^f^ITTEES 



CHAIRMAN 



• 

^ 



• ALTERNATIVE ECONOMIC OBJECTIVES FOR 198M 

• ALTERNATIVE PACKAGES 
9 COLA/A I F_ GAIN .SHARING 

• PROFIT SHARING 

• BENEFITS 

• OUTSOURaNG" 

• SKILLED TRADES 

• MULTI-TIER WAGES AND BENEFITS 

• PAY FOR TIME NOT WORKED 

• VIABLE WORK FORCE CONFIGURATION OF THE FUTURE 
t ALTERNATIVE CORPORATE STRUCTURES 

9 STRIKE CONSIDERATIONS 

9 IMAGE MANAGEMENT 

9 SKILLARAINING FOR HOURLY WORK FORCE 

9 ANALYTICAL AND TECHNICAL SUPPORT 

9 LIKELY STRATEGIES: FORD AND UAW 



NELSON 

APPEL 

HAUBOLD 

KRAIN 

OLTHOFF 

WHITE 

PFEIFER 

HAUBOLD 

PRYCE 

CHFW 

DILWORTH 

CRANE 

MUELLER 

BOLDA 

SNIDER/ 
WAECHTER 

CURD 
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dealing wittt tne-Unlon m^W before barga^mng beqTnsT ^ 

• J^^fg^^^s a iti^q^"? ^ to Influence Union leaders' values/positio ns through 
^ botto^up-educationai -processes /Mn addition to direct SH-UAti executi ve- 
• ^eve^**cocTOun1cat1ons ;'*^*-^ ~~""^ "~" 

• The effectiveness of communication efforts wlH be affected by the consis- 
tency of the messages being sent by all levels of Management / It "is thus 
important that these messages are coorainated and that aU levels of Manage- 
ment (including foremen) understand the direction the Corporation chooses to 
take in the forthcocning negotiations. 

t A focus on "win-'win*' strategies, joint problem-solving approaches, and 
extensive conwunicatlon/educatlon efforts will enhance the potential for 
success. 



T O ' A C O 



